Purpose: Despite the dynamic growth of Positive Organizational Scholarship (POS) there have been very few attempts to discover a structure of positive phenomena at organizational level and, taking a step further, conceptualize and operationalize organizational positivity. The paper attempts to fill that gap by proposing a coherent concept of positive orientation along with its measure.
Introduction
During last ten years Positive Organizational Scholarship has grown rapidly. Many papers in this field were published in leading journals (Academy of Management Review, Academy of Management Journal), also some important books were published. Even though the field approaches maturity, it is still something that Cameron and colleagues (2003) describe as "umbrella project" that includes many various issues from different levels of analysis and different places in organizational and meta-organizational life. I argue that there is a need of robust conceptualization and operationalization of positive phenomena at organizational level. This kind of concept will not only allow to measure organizational positivity but also will facilitate further research on the antecedents and consequences of positivity in organizations.
The objective of the paper is to conceptualize and operationalize the positive orientation. To achieve this I use the concept of orientation as a underlying philosophy and concept of organizational alignment as underlying structure. I then conceptually fill the dimensions of positive orientation with content and finally test empirically the conceptual model in the process of quantitative empirical research carried out on the sample of 379 randomly sampled organizations using exploratory factor analysis and reliability analysis. The following parts of the paper present the structure of organizational phenomena, the philosophy of orientations at organizational level, the content of dimensions of positive orientation, research design and methodology, research results and conclusions. Cameron and Spreitzer (2012) present the areas of interest of POS aligned in nine categories (Table 1) . It is quite clear that the scope of interest is very wide, covering all levels of SOGI model: individual (psychological capital, prosocial motivation, callings at work, work engagement, positive identity, proactivity, creativity, curiosity, positive energy, positive emotions, subjective well-being, passion, socioemotional intelligence), group (group emotions, justice, highquality connections, relational coordination, reciprocity, intimacy, civility, trust, trustworthiness, humor, psychological safety), organizational (career development, mentoring, socialization, diversity, communication, conflict resolution, negotiating, the design of work, mindful organizing, goal attainment, organizational identity, organizational energy, innovation) and societal (economic models, social movements, international peacemaking). There is, however, little structure in that wide repertoire of positive phenomena. Another approach to the structure of positive phenomena was presented in the early years of POS by Cameron and colleagues (2003) who align them according to causes, enablers and consequences of positivity at three levels of analysis (Table 2 ). That approach suggests that positivity works as a process in organizations, it is also clear that there may be some relations between levels of analysis, e.g., individual positive experiences and traits through positive organizational institutions may bring positive consequences at individual and organizational levels, that might also be reflected at societal level through accumulation of positivity over longer periods of time. Perhaps the most comprehensive approach to POS so far was presented by Stankiewicz (2010) . The presented model of Positive Organizational Capacity containing eight categories of intangible resources: strategy, structure, human resource management, knowledge and democratization of management, control, innovation, integration and identification with company and leadership. Despite the presented models there is still need for coherent conceptualization and operationalization of organizational positivity. This is also answer to a call to create new constructs in the field of POS, develop new measures, take the psychological capital and positive organizational behavior analysis to organizational level (Spreitzer and Cameron, 2012; Youssef and Luthans, 2012) .
Structure of organizational phenomena

Individual
Orientations at organizational level and organizational alignment
In conceptualizing the organization's overall inclination towards a certain phenomenon a concept of orientation is very often used. Miles and Arnold claim that "a firm's business orientation consists of those underlying philosophies that determine the nature and scope of its activities and plans. (…) Hence, an organization's business orientation is its underlying philosophy, which tends to flavor the overall decision-making framework of its management" (1991: 49).
The concept of orientation is well suited to conceptualized positivity at organizational level. It assumes the existence of multiple dimensions, so positive orientation is not a single phenomenon and a single measure, but a set of limited, interconnected variables and measures. In conceptualizing positive orientation I used other orientations on organizational level as an analogy: entrepreneurial orientation (Covin and Slevin, 1988; Lumpkin and Dess, 1996) , future orientation (Miller and Friesen, 1982) , market orientation (Kohli and Jaworski, 1990; Narver and Slater, 1990) , and stakeholder orientation (Maignan et al., 2011) .
One important question in building orientation is its dimensionality, and more specifically, relationships between dimensions. Covin and Slevin (1988) even though assuming the existence of three dimensions of entrepreneurial orientation claim that they are so closely connected that the concept is uni-dimensional in nature. Lumpkin and Dess (1996) on the other hand argue that dimensions can vary independently and so the concept is multi-dimensional. Similarly, Narver and Slater (1990) tend to treat market orientation as uni-dimensional concept and Kohli and Jaworski (1990) as multi-dimensional. In the conceptualization of positive orientation I tend to argue that the concept is multi-dimensional, however, the dimensions are connected and influence each other.
Searching for the underlying structure of positive orientation I decided to investigate a number of theories of organizational alignment and fit as they provide a limited number of elements of organizational design that span most of the phenomena and behaviors at organizational level. Burns and Stalker (1961) focus on external alignment and argue that different designs should be applied in different environments. Also Lawrence and Lorsch (1967) One of the first integrated framework for organizational alignment was presented by Galbraith (1973) . He argues that the five main components of organizational configuration are: (1) strategic tasks that organization faces as part of organization's strategy, (2) people that organization needs, (3) compensation system, (4) structure and channels of communication that facilitate productive interactions among people, and (5) processes necessary to take efficient and effective decisions. Probably the most widespread framework of organizational alignment was created by Peters and Waterman (1982) . Their model consists of three hard elements: (1) strategy, (2) structure, (3) systems, and four soft elements: (4) skills, (5) style, (6) staff, and (7) shared values. Bratnicki (2001) uses five elements in his framework: (1) organizational culture, (2) strategy, (3), organizational power and managerial leadership, (4) people, and (5) organizational structure, systems and material resources.
I decided to integrate above views and propose a model with five elements: (1) leadership, (2) organizational culture, (3) strategy, (4) structure, and (5) human capital. I assume that five-dimensional model of positive orientation explains in the best way the positive phenomena at organizational level and therefore I hypothesize that: Hypothesis 1. Positive orientation is a five-dimensional construct.
Content of dimensions of positive orientation
Attributing the issues and processes to each of five dimensions was an arbitrary process based on extensive literature review. I paid attention mainly to the place of issues in the framework according to POS scholars but also was looking for a more broader context of those issues in management studies. The result is the conceptual attribution of twenty five issues to five dimensions of positive orientation (see Table 3 ): positive leadership, positive organizational culture, positive strategy, positive structure and positive human capital.
Dimension Meaning
Positive leadership
• Entrepreneurial mindset of managers who are entrepreneurially alertmonitor the environment searching for opportunities, recognize them and utilize even where competitors perceive threats • Leadership based on trust between managers and followers • Fair management that creates the perception of justice among employees in terms of following clear rules of appraisal, salaries and promotions • Looking into the future with hope and optimism Positive design
• Organizational structure that assures high degree of autonomy and freedom in setting goals for employees • Functional flexibility and decentralization that allows employees to influence the activity of their departments, creating teams and working in them • Organizational structure and systems that allow employees to influence the company's activities based on bottom-up decision making and connecting individual actions to organizational success • Placing the employees in organizational structure that creates high self-assessment of competencies • Assuring cooperation between departments Positive human capital
• Job involvement and organizational commitment, organizational identification and pride from working for organization • Perception of high meaning of job for organization and for private life • Spontaneity and persistence: action orientation, resilience • Intrinsic and prosocial motivation -satisfaction from job, creating value for stakeholders, searching for more effective ways of work
In the process of attribution of positive phenomena and processes to each of the five dimensions of positive orientation based on literature review I paid attention to internal coherence of each of the dimensions and to link them to each other. I argue that positive orientation is a multi-dimensional construct and hypothesize that: 
Research design and methodology
I employed qualitative research methods at the early level of the research in order to conceptualize the construct of positive orientation. I carried out two series of qualitative research to establish the list of most important positive phenomena at organizational level. In the first series I carried out twelve unstructured interviews with owners-managers or managing directors of high-performing SMEs. The reason to choose high-performing organizations is consistent with one of the approaches of POS to focus on extraordinary results (Cameron and Spreitzer, 2012) . During unstructured interviews interviewees were asked about their understanding of organizational positivity and about the phenomena that they consider as positive. The result of this stage of qualitative research was a list of 31 positive phenomena at organizational level. In the second stage interviewees were asked in semi-structured interviews about the importance of each of positive phenomenon and about their contribution to achieving organizational success. Interviewees were also asked to fill in and comment on the questionnaire measuring positive phenomena. As a result of the second stage of the research the list of positive phenomena was limited to 25 items that were later attributed to five dimensions of positive orientation.
Some of the measures of positive phenomena were adapted from previous works, the rest of them has been developed. The questionnaire with 49 questions measuring 25 phenomena was administered to random sample of 379 firms using CATI technique by contracted research firm. In each of the firm senior manager was asked to answer the questions. The average time of one interview was 25.5 minutes. The methods of statistical analysis include factor analysis and reliability analysis. Statistical analysis was carried out using SPSS software.
Results
The number of factors in factor analysis was determined by the Keiser criterionfive factors reached eigenvalues over 1.0, therefore hypothesis 1 is confirmed. The loadings of items into factors are presented in Table 4 . The results of factor analysis also confirm hypothesis 2. All the conceptual attributions of items to positive orientation dimensions are confirmed by research results. Positive leadership consist of optimism, trust, hope and fairness, positive culture consists of open communication, knowledge sharing, social integration, civility, humor, creativity, ability to work under pressure and striving for development, positive strategy consists of salient vision, clear and challenging goals, stakeholders' relations management and clear and strong values, positive design consists of self-determination, decentralization, cross-functional cooperation, impact and competence, and positive human capital consists of organizational commitment, meaning of work, spontaneity and persistence and intrinsic motivation. It should be noted, however, that some of the loadings are below the level of 0.7 which suggest that the attribution of the item to dimension is questionable. This concerns mainly striving for development, clear and challenging goals, clear and strong values, hope, and cross-functional cooperation. 
Conclusions
Research results prove that there is a framework of positive phenomena at organizational level -positive orientation -and it has five dimensions: positive leadership, positive culture, positive strategy, positive design and positive human capital. Research results also confirm the conceptually created content of each of Table 4 . Continued the dimensions. I argue that positive orientation is a multi-dimensional and not uni-dimensional construct. The dimensions of positive orientation form a coherent configuration, the change in one of the dimensions also forces another dimensions to change. There seems to be, however, some causal order among the dimensions of positive orientation. I assume that positive leadership is the key to creating positivity at organizational level. Positive transformational leaders act as agents of change, they unleash the positive potential of the organization, mainly through their attitude that is optimistic and full of hope. Leaders in positive culture create positive strategy. Culture that is creative and not afraid of challenges is transferred to strategy. Organizational structure and design have to be adjusted to strategy and as a result the positive human capital is created and allows promotion of positive leadership.
I believe that the paper contributes to the theory of positive organizational scholarship. It is one of the first attempts to create an integrated framework of positive phenomena at organizational level. I argue that this kind of framework is important both for theory and practice. It allows to measure the positivity of organization and relate it to other organizational constructs. For practice it provides an integrated set of recommendations on what to pay attention to in order to build more positive organizational environment and achieve higher performance.
The process of conceptual creation of positive orientation and empirical research is not free of limitations. At the conceptual level one of the limitations is the subjective attribution of positive phenomena and processes to dimensions of positive orientation. Phenomena were selected in literature review and qualitative research process, but those processes are subjective and strongly dependent on researcher and interviewees. Possible limitation in empirical part of the study is the measurement of positive phenomena. So far, little instruments have been developed to measure positive issues, therefore some tools developed earlier were used. It meant adjusting the measures to work at organizational level. Also the loadings of some items to certain dimensions raise the question of some possible ambiguity.
I am aware that proposing and researching positive orientation is just the beginning of the process of categorizing the positive phenomena at organizational level. I believe that the meaning of each of dimensions might be further expanded. For the future research I suggest a number of possible directions. First of all, the construct of positive orientation should be validated in other national contexts. Also measurement of positive phenomena should be developed. Taking into consideration one of the approaches of POS that focuses on extraordinary performance the possible direction of future research is using the notion of high performance organization (HPO) in researching organizational positivity. This also allows to use mathematical methods designed especially to measure high ■ 65   TOWARDS  THE INTEGRATED  CONCEPT performance, such as data envelopment analysis (DEA). I also believe that the approach to organizational performance should be extended in positive way which would mean focusing on softer and more social measures of performance, such as corporate social performance (CSP) measures.
